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FROBLEM | 
l. "To establish an Agency progrem to identify and provide special develop- 
mental opportunities for employees considered to possess the potential for 
positions of senior managerial and executive responsibility. 


BACKGROUND 


2. One of the managerial problemas inherent in adainistering the affairs of 
CIA is the development of adequate numbers of properly qualified individuals 
to replace the managers and executives - at all levels - who inevitably 
mist some day vacate the positions they now hold. Recognizing this essential 
task, and the special character which the natmre of ow Agency invests it 
with, successive CIA administrations have looked to a mumber of different 
means of dealing @ith the matter. Taree of their stuties are especially 
pertinent: 


a. The proposals of the 1952 Career fervice Comittee which, as 
approved by the DCI, established our present career service systen. 
Among the proposals was one for an Executive Inventory that wes actually 
set up. It listed about 150 senior professionals considered candi- 
dates for key positions in the Agency, but because some of the essential 
elements required for its maintenance’ were ajssing, and attention ws 
concentrated on other aspects of the career service systes, the inven . 
tory was permitted to expire not long after ite aorvation. 


be. The Inspector General's December 1959 of the CIA Career Ser- 
vice which called attention to the failure our career sys 

adequately with the need “to ensure the thorough preparation of 
the sont carehle pecole for er. voat tt ct Sere However, 
the survey brought about no real changes in our methods of dealing 
with the proble. 


Co fai insu p60 acai westee Ga) Pareonbal samagenent las Ay tes 


sonnel Board responsible to the DDCI. Again, no specific action wae 
taken to pbange. existing methods of executive development. 
ae? ie? Me th ge . 
EROEDGAL OF SURAUTIVE DIRECTOR 
Qi aegis : bg ; 
3. In May 1963, the Resout¢ry Sirectar called attention once again to tis 
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Consider JOI's as “generalists”. 
No. 1) Give all supergrades a “generalist” designation. 


No. 15 Establish a DCI Personnel Board to handle matters involving 
supergrades. 


No. 16 Make the Director of Personnel responsible for identifying 
those individuals in the middle echelon mansgerial grades 
who should be considered for CIA generalists. 


No. 17 Esteblish a mid-career training course for the purpose of’ 
selecting middle echelon supervisors who should be named 
CIA generalists. 


No. 20 Establish a Personnel Development Board to work full. time 
creating and inplementing plans for generalists. 


EER 


zi 
? 


GENERAL Es 


4. Through all the background papers on executive development in the Agency 
there runs at least one common theme: the recognition that our career systen 
must produce an adequate supply of well developed, broadly experienced 
candidates for the key executive posts in the Agency. On this central issue 
there has never been any dispute. Nor can there be if we are really comit- 
ted to the notion that ours is a career service. Nevertheless, our actions 
(on this issue) bave never matched our intentions. Way? 


We have certainly made progress in many other broad areas of personnel 


transcend Career arrioe rate Directorate levels. 


certainly attempts Jae. pees mada. One even enjoyed a brief period of 
success in 1952; and have been pushed vigoxrpusly, especially by the 
TG in 1959 and the Executive Director in 1962. But they haven't teaen”. 
Why? Several possible explanations suggest theaselves: 


_ First, most of our senior executives up.to now have been relatively 


young men. The urgency associated with preparing for their replacement . 
has not always been apparent. 
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--Second, during the 8 or 9 years ~ relatively stable ones insofar as 
the size and projected growth of the Agency ware concerned - we may have 
felt that sufficient mumbers of qualified replacements were already on band. 
Experience has borne this out generally. Retirements and other losses 


that, not only will our executive losses go up abruptly, but so will the 

losses of “replacements” we've been relying on, because they too will be 
leaving the Agency along with or closely behind the executives thay night 
have replaced. Our problem is thus changing dimensions as the average age 
of our senior personnel eontimes to clinb. 


--Third, our Deputy Directorates and Career Services have been absorbed 
with responsibilities for developing their own career staffs, inclading 
their own key executives. In addition, they may have reasoned that the 
development of executives for broader uses would necessarily impinge on and 
possibly even clash with their cas immediate concerns. 


--Not to be overlooked, also, is the fact that most past proposals 
for executive development have been interlocked with a-variety. of other 
ideas which, though related perhaps, were not essential to the central 
problem of identifying and developing top executives. Yet the proposals . 
were presented and treated as a package and, because scme of them were un- 
popular, the baby vent out with the bath water. 


EXECUTIVE DEVELOPMENT - THE CRUCIAL ISSUE 


5. Perhaps the time has come, therefore, to isolate from the broader 
problem of career development the crucial issue of executive development 
and deal with it alone. This approach may well succeed where others have 


Tying un¢ertain proposals’to ‘sound ones serves obly 
and risk their ‘total non-acceptence. 


For that reasott, it -prufent,to distill from the concept of a 
"generalist corps” those gto. a: 


development of top exeuuti 


Using such an &: beets look at the elements involved in an 
executive development 2 . 


panoentzate’ on 


Responsibility 
6. The Executive Director is correct in proposing (we assune) a DCI Board 


to mariage @ program concerned with the develomment of top executives. The ~. 


problems involved in such a program transcend component boundaries. So 


should the responsibility. It cannot be discharged successfully anywhere 
else. : 
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However’, it would be a mistake to think this responsibility lies out- 
side of, or can be divorced from, the ccmand line of the Agency and thus 
be dealt with as a sort of staff function. It cannot. The Director of 
Personnel end other staff officers oan be of invaluable assistance in the 


commanders themselves. 


Therefore, it is proposed ‘that Fesponsibility for the exacutive develop- 
ment program -be given a Board, composed of: 


‘Executive Director, Chairuen 
iy Deputy Directors, Members 
Director of Personnel, Executive Secretary 


Elenents of Progrem 


T- rss aves“ Macvlioaulare qiacarans. wa uaa Ass Mare, cull eonle We 
thease elements: ~ 

a. The definition of goals. 

b. The identification of exployees considered to’ possess the capacity, 
desire, end potential for Agency positions of senior managerial en’ execu- 
tive responsibility. 

Ce The esteblishment and maintenance of an executive inventory listing 
the senior positions of concern to the program and the candidates being 
groomed to fill them. 

a. The evolution of plans end opportunities for executive development 
through rotational assigments, external and other special training, committee 


and tabk force assignments, special details, exchange agreements with other 
agencies, etc. : 


e. The seleotion of candidates for executive ‘positions. 


8. Befcre Launching an executive development program - and throughout ite 
, life - we nesd general agreemg¢nt as'to ite purposes and objectives ani a 
common understanding of tie tems .apl procedures, exployed. For instanos, 
ILLEGIB for our purposes: ; 


-What is an execu 
“iow early in en offiddrs' career ill ve try to evaluate his executive 
potential? ; 
Stow: long: 60\weekpact a: Guid date: to seuain da-our “liveatory*s 

- Will the program attempt to embrace all executive positions or just 
those in the "generalist" category? | 

~ How many candidates vill we try to identify for each executive post? ' 
~ Will candidates be groomed for specific posts or developed more gen-- 
erally? . 
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The next fev sections-will try to suggest answers to these and other 


related questions. 


9. Earlier a", ) 
Aa cant “MVOLOpINg “top executives”, reenior managers", etc, 


Clearly, our conosrn has to do with executive and managerial reratne mas 
—- involving broad, general experience - experience which: normally can- 
be eoquired entixely within one Agency component but which takes 


It 1s clear also that. our c sel. 

rane the efforts of the major components which, after all, have the 7 
K of directing, developing and the Agency's work force. 

progran to take over the job of training prepering the select fev who 
ve executive potentials beyond the capacity of a single component to pro- 


an the following executive positions ( ae 2 Tho} 
numbering about 130 ~ 140 and the 


& Head Ss ~ all managerial tions. and above 11 
staff pos tons at thove levels requiring a rons, gusset becke-hed 


b. Field - Chiefs of installations with po! ilittes, 
on : major policy responsibilities 
ae: ignificant managerial responsibilities involving more than 


10. "Who", “ynen": ana’ “by whos” exe the afentncy 

sous th Lattices of pancals oaaceert> Sestions 0 soem 
Woot We have - oe PAE EE : : 

the desire, and the potent | Ger. top mecegeriea Poasessine piney 

defines for our purposes the,meening of "top managerial positions® a 


By whom? The view vas expre only senior camanders mace 
_ the key eisions involved in an exeautive devwlonecy (mt surely 
: formal identification of a candidate is. a key decision ; ee 


Whén? The "right" ansver is: whecever we mn. ou | : 
reasonable assurance of its praetaas Be make a chatoe with 7 
& vagueness and unwieldiness we should avoid and b basa 
decision concerning “eligibles”. P can by an arbi 
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On 31 March 1963, ve hed ee 
- NUMBER OF . 
GRADE SAPLOYEES — 

Gs-18 

17 


ee ete he eee eee "eligibles", let's exbi- 
confine our search to those who are G6-1 or above and have already 


the 1962 Task Force on Personnel Managenect recommend thet JUT's De 
labeled "generalists" and also that «a mid-career training course be used to 


identify "generalists". For our purposes, such actions are believed pre- 

mature. We lack techniques discreet to identify the. individuals in 
the early and mid-year groups who will ‘aise to top. executive positions.. We 
could try, of course; but this would a hexge, diffused development 


program instead of a anall, specially tailored one. ee gee eee 
result in a less effective one. More importantly, it would protubaya 
centrally directed program the comaand prepogatives of Career Ser- 
vices (as they are now established) at too low a level. Whether benefits 
fron such a program extension would ever compensate adequately for this — 
"invasion" is very questionable. 


The proposal to restrict executive cantigeves to 08-35" and above | 
reste therefore on two ideas primarily: 


| = First, the belief thet a mall, 
tablished, 


Sees ee < + Saoood,, the couriction that in our Agency the 
ua. s Job “of: Reveloping career employees, including 
' Jestined for edbeutive poste, can Dest be bandled by 
. . | thedepaiiite Career Services ant ipicenvaretee 
4 end‘sHotld remain thesx responsib ty 


This last wotnt: As abi ais epatherds or obsequious submission to the | 
status quo. It simply recognizes that, as our organisation is now structured, 
the best job opportunities for developmentel purposes, as well-as the rota- 
tional and administrative arrengements for exploiting these opportunities, 
lie largely within the jurisdiction of the individual Career Servicks and 
operating components. It recognizes also that employees work best and 
most rapidly in en occupational envircement that satisfies their needs for - 
group identification and group loyalty. Top management needs to step in 
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management differ or diverge from those of a subordinate component. 


_ Sevelopment of senior executives, the need for a supplementary 
Agency program - centrelly directed - appears to emerge at about the 05-15 
level, and certainly not below 14. Up to that point the Career Services 
and Deputy Directorates can manage the job quite adequately, including cross- 
component assignments. If at times they don't, it’s usually the result of 
Inman weaknesses and not of the systen employed. 


, 


However, above the 1+ level, candidates for senior positions feed 


opportunities for rotational sesignments, external training, special details, 


and other broadening experiences that individual Directorates generally 
cannot provide. Even more significantly, the interests of top management 
in the development of certain candidates may differ from the parochial 
interests of & component and can indeed became antagonistic. 


The foregoing reascns argue for an Executive Development: program which 
at the Agency leyel is quite restricted in size and "“tnducts” candidates | 
‘only after they have manifested potential for senior “generalist” positions. 
Setting GS-15 as the "entrance level” is parely agbitrary end could in sans 
cases be artificial; but it provides a useful bench mark for systematic 
reviews of possible candidates. 4 


ll. Earlier coments have suggested an executive dnventory consisting of 
the following positions: of dk ' 


Headquarters - all managerial positions 8-17 ani above, and all staff 
positions at those levels requiring a broad, background. 

Field - chiefs of installations with major policy responsibilities, or 
with significant managerial responsibilities: involving more than one 
Headquarters Deputy Darectorete. = 


It wan estimated that the inventory would embrace 150 to 1hO jobs. 
Matched againgt theag jobs should appear: the incumbents; and the other 
executives candidates, abouf. 300. perhapg, heing groomed fof. the Jobs listed. | 

tom SPALEES cet et tee 

To the extent reascuabie,, the inventory should indicate the position(s) 
for which each candidate is;being groomed and, conversely, the prospective 
candidate(s) for each positjan::,:In both cases, miltiple listings should — 
usually occur - 1.e., most key positions should heave several prospective 
candidates, and most individuals in the inventory should be preparing for 
more than one job. 


Ee | ea hs 
Responsibility for esteblishing and maintgining the inventory belongs — 


to the Career Development Board. Inventory records, because of their Wy, 


_ sensitivity, should probably be maintained personally by the Chairman and 
= phe Executive Secretary. 
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Complementary inventories will very likely be established in each . 
Deputy Directorate, embracing jobs at the next lower emecutive levels. 
Thie will facilitate the management of the Agency inventory and should be 
encouraged. . 


Development Methods 


12. After identifying executive candidates and deciding at least tentative- 
ly the position(s) for which they should be preparing, the Board must shape - 
at least in broad outline - a development plan for each candidate. Plans 
will vary according to the age and experience of the candidate, the jobs 

for which he is being groomed, his prior training, etc. Scme will be speci- 
fic, others very general. But they mst provide realistic, working targets 
for the future assignment and training of every candidate; this is essential 
to the successful conduct of the program. 


The ingredients of executive development plans incluie: 


- Rotational assigueenta within and across casponents 
- External end other special tPuining progrems 

~ Exchange agreements with other agencies ~ 

- Committee and task force assignaente within the Agency 
and with inter-agency groups 

~ Special details and tenaporary assignments within the 

- Agency end to such outside bodies as NSC 

~- Other special arrangements 


The task of devising executive development plans will probebly be 
given the Deputy Directors most concerned, but the Board must retain respons- 
ibility for their final approval and also for monitoring their execution. 


The Board must take the initiative in creating new development opportuni- 
ties and in expanding and modifying others already a le. It must also 
insure that impértait opportimities which present sheasslves in the normal 
course of affairs - such as Senior School Quotas, inter-agency exchanges, 
appointment of inter-agency task forces, etc. - are exploited in ways that 
yield the greatest return for’ the It should be quite umisual, for 
example, to nominate for one/éf the, *s 3 spaces at the National War) 
College an individual who is ot on = executive inventory. 


os stration 

C {oe 
13. Most decisions as to how the Executive Development Board will function 
and how the Program will be administered must await their establishment. 
' However, several items deserve special mention. e 


When an individual is “tapped” for the Executive Inventory, what notice *_ 


is given? The ideal answer is “none”, except to Board members and other 
top officials concerned. This means that par infividual is not toldé, his 


career service designation is not Fase ner and all dpe dl plas visible 
and processes remain as before. course, an extra review le eee 
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any significant plan or action initiated by a canponent affecting the indi- 
vidual. But this can 


No real advantage can come from giving notice as to who is an executive 
'camdidate, and considerable unhappiness can be generated, especially if he 

is later dropped. To be sure, there will be actions from time to time affect- 
ing candidates that may be “read” by colleagues as signaling their inclusion 
in the Inventory, but this type of speculation is harmless. - 


How will'the Board conduct most of its business ~- in formal meetings 
or through unilateral actions of memberst Hopefully, the answer is “formal 
meetings". Andi this can be done without buriening the members vith en 
excessive number of regularly scheduled or ad hoc meetings if: (a) ade- 
quate preparations are made for cach nesting end (b) 2 cares: plan_existe 
for each executive candidate. Regular meetings 3 or ga year 
permit the Board to transact its major business. One of these sesaious 
should be devoted primarily to an annual weview and updating of yer plans. 


How will Exscutive Candidates be tapped for the Inventory? By formal . 
Board action, on the ¥ecommendation of one or more of its members. Each | 

recomendation should be accompanied by a proposed plan, at least in broad 

outline, for the future development and use of the individual. 


Candidates can be dropped from the Inventory whenever the Board con- 
siders they no longer possess the potential for top executive positions. | 


The Board may also wish to establish a special category for Candidates 
who remain in the Inventory for position planning purposes but are no longer 
under active "development". Persons already occupying top positions and 
others considered qualified to do so but who are near retinement might well 
be in such a category. 

em a SEL Ea 


_t 
. 


CONCLUSIONS 


14. One of the critical prépless inherent in the administrative affairs 
of any organization is the imoessity td! provide an adequate replenishsent 
of managers and executives té Yiiithe positions’ of leadership that must 
inevitably and recurringly bedéahe vacant. CIA has recognized its responsi- 
bilities in this ares and bh. taken a number of praiseworthy steps to pro- 
vide developmental opportunit¥es for most of its career members. 


However, we have displayed consistent timidity in meeting the needs of 
candidates for eon enpeutire positions even though this group constitutes 
the indispensible our Organization. Despite our awareness‘of this 
weakness, we have not acted to correct it. The time is therefore at hand . 
to isolate from the broader problem of career development the crucial issue ~- 
of executive davelopment and to establish a special, centrally directed 
program to deal with it. 
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Our Executive ‘Development Program should be established along the 
following lines: 


Co 


Res ibility for the - should be assigned to an Executiv; 
Developnent Band ee 7 e the Executive Director as Chair- 
man, the 4 Deputy Directors as members, and the Director of Pers- 
onnel as executive secretary. 


Sc of - The Board should be responsible for establishing 
an aa inte Teioe an Executive Inventory listing the sentor positions 
Ghee Si positions oul a tere ee ne Ee FAD 
them. The positions should include: 


ee all managerial positions GS-17 and above, 
gee ee 
broad, general background. - 


responsibilities involving more than one 


Identification of Exscutive CandiAates eee: enong Agency enployee: 
G8-15 or above ve managerial experience, the 

Board should select candidates for the Executive Inventory who. 
possess the capacity, the desire, and the. ‘potential for top manage~ 
ment positions. Notice of selections should not: be Givep. candi- — 
Wiican oF ee “top: 
officials concerned. ae: 


ii eek ileal een od as 
career plan for cutive regres including arrangenents 
for such additional training and developmental opportunities as 7 
may be indicated for each candidate.: Development methods should | 


_ Anclude: rotational assigmments, special internal or external | 


along the lines suggested ‘id 


15. Recommend prompt soot 3 of an . Ruseative siDovediqasat Progran, 


‘ training, “partdidipetion’ in inter-agency exchange agreenents, neubex- 
sé ship on ae aii task forces and committees, special details, etc. 


a 


RECOMMENDATIONS, 


uu above. 


pees 
ree? 
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ACTION MEMORANDUM 


OFFICE OF THE DIRECTOR 


Action Memorandum No. 


Date __ 4 May 1963 — 


TO : Director of Personnel 
VIA : Deputy Director/Support 
SUBJECT 


Generalist Corps 
REFERENCE: 


1. I think the time has come to take the steps indicated in 
the Personnel study of a year ago to establish a Generalist Corps 
which would be the group whose career service would be under the 
direction of the DDCI. Recent experience indicates the importance 
of this if we are ever to achieve a single Agency program where 
senior officials can be rotated between units for the best interests 
of the Agency. 


2. Would the Office of Personnel provide me with a proposal 
on this by | July 1963. 


(signed) Lyman B. Kirkpatrick 
Lyman B. Kirkpatrick 
Executive Director 


SUSPENSE DATE: 1 July 1963 
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PROELEM 


i. To esvcblish an Agency program to idmtify and vrovide special Géve ..2- 
mental ovportunities for eaployees considered to nossess the potential ror 
positions of senior managerial and executive responsibility. — : 


BACKS 2014 


<. One of the managerial problems inharent in adninisterin~ the affairs of 
CiA is the developient of adequate numeivs of properly quelified indivicuals 
to reyace the managers and executives = at all levels - who inevitably ; 
BQSt sc..g Gay vacate the positions the now a0lda. Recognizing this éss-.tdal 
Ss, and the special character whch che nature of our Apency inves§s 1% 
with, .uccessive CIA administrations neve Looked to a number of different 
mecn:. os dealing with the natter. Three of their studies are especially Ye 


pertinent: 


aS A EE AH EAE 


ih cunpansi o 


RT ON 


fons the proposais was one for an Executive Inventory t0.: wa. .ctually 
sev up. It listed about 150 £enicr professionals considered carrie 


Sn oe Te ce 


e.cuients required for its mair.tenind¢e vere missing, and atventidhn was ‘LEGIB 
concentraved on other aspects of ~hée career service system, the inven 4 


a? Metsdily 


tory was permitted to expire rot lon% after its creation. 
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no. 13 Consider JOT's as "“gene-elists". t i 
No. 14 Give all supergrades a "genaralist" designation. 


ho. 15 Establish a DCI Peracunel Hoard to handle matters involiing 
supergrades. 


“3. 16 Make the Director of Persoritel responsible for identifying 
those individuals in the middle echelon managerial erates i 
710 snould be considered for C1A reneralists. 


Seles Ae nsevablish a mid-career training course for the purpose rf 
se.ecting riddle echeion suservisors who should be namefi 
CIA generalists. : 


No. 2O Establish a Personnel Develoonent Eoard to work full sie 
creating and implementing plans for generalists. 


D1SCUESTON 
GiNERAL 


4. Turouyju all the background papers on executive developnert in the! Acency | 
there iuus at Least one carnmon theme: the recoprition that our career system | 
must produce Gn adequate supply of weil daveloped, broadly exveriencet: ' 
Cumdid..ces Yor the key executive pests in the Arency. On this centraf. issue ; 
tnere nas cever veen any dispute. Nor cai there be if we are really ronmite 
ted tc the aotion that ours is a career service. Nevertheless, our eee IELEGIB 
(on this i.sae) have never matched our intentione. Why? i 
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--Second, during the © or 9 years - relatively stable ones insofar as 
the size and projected growth of th? Ageney were concemmed ~ we may have 
felt that sutficient numbers of qualified replacemetits were already on hand. 
Experience hap Horne this out generally. Retirements and other losses 
among top executives have not been beyond our capacity to deal with. It is 
only now, as we lock ahead and contemplate the saarp rise in an+inipated. 
losses over she next 5-10 years, that we become alarned. For we realize 
that, not ony will our executive losses go up abruptly, but so will tke 
losses of “replaceaients" we've been relying on, because they too will ve 
leaving the gency along with ox closely behind the executives they mig.t 
have replaced. Our problem is thus changing dimensions as the average age 
of our senior personnel continues to climb. 


--Third, our Leputy Directorates and Career Services have been absorbed 
wi... responsibilities for developing their own career staffs, incl ding 
theis own key executives. In addition, they may have reasoned that the 
development of executives for broader uses would necessarily impinge on and 
possibly even clash with their parochial and inmediate concerns. 


ernot tobe overlooked, also, is the fact that most past proposals 
for executive development have been interlocked with a variety of other ~ 
ideas“whict, though related perhaps, were not essential to the central 
probleu of identifying and developing :ap executives. Yet the proposals 


Were presented and treated as a package and, because scme of them were un- 
“popular, the baby went out with the bath water. 


EXSCUTIVS DEVELOPMENT - THE CRUCIAL 


5 Perhaps ... time has care, therefore, uo isolate from the »sroa.er 
problen of c. rer development the crucial issue of executive develop.ent 
ang deal wit’ it alone. “his cpproach ney well sucteed where others have 
not. And s. ely there can de no harm in requiring the separate elenents 
of our coreer service syste; to stand or fell on their individual seciie. 
eying uncertsin prososals to scund ones serves only to weaken them ooth 
an@ risk ther total non-acceptance. 


For vss. reason, it sewis prudent % distill fran the concept of a 
“geneva.list corps" shose aspects concerned with the identifieatsion and 
develognent of top executives end concentrate on just those elements. 


Using scch en approsch, let's look at the elements involved in an 
executive de eiopment progran: 


Resvonsibili 


6. The gxec.tive Director is correct in proposing (we assume) a DCI Board 
to nanage a ~cogram concerned with the development of top executives. The 
prebless inveived in such a progran transcend component boundaries. So 

should the responsibility. it cannot be discharged successfully anywhere 
else. Set te toe te Wee 
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However, it would be a mistake to ...ink this responsibili:, asics cute 
side 'of, ox can be divorced frox, the ccavand line of the Agency and t:.us 
be dealt with as a sort of star? function. It cannot. The Direator o. 
Personnel and other staff of fiesrs ean be of invaluable assistance in the 
support of such a program; but che ulvimate decisions and inolesenting actions - 
without which there can be no program - must cane fron the senior Agency 
comianders themselves. 


Thererore, it is proposca chat responsibility for the executive develop-~ 
nent program ce given a Board composed of: 


os execut.ve Director, Chairman 
aio 4 Deopucy Directors, Members 
Director of Personnel, Executive Secr: . uy 


aa 2leients oi Programm 


T+ (ade Che tholve developient program, as visualized here, would cousis: of 
these ele. wis: 


* 


i. ‘oe f a Gofindtion of goals. 

Be ve Lue identification of employees considered to possess the capucity, 
= desive, anc potensial for Agency positions of senior managerial and execu- 

= tive Sr ce anor ee 

“EE «+ he sstablishment ana viaintenancs: of an executive inveatory listing 
az thea senior positions of concern to the program and the candidates being 
groan to fail ther. 

a. Ghe evolution of plans ané opnorcunities for executive develonnent 
through rotational assignments, external and other special training, comilttee 
ar! vas. Loree assigaments, svecial details, exchange seereenentsa with other 
agencies, etc. 

e. The selection of candicates for executive positions. 


Jefunition of .»cals 


oy -Jefore Lavaching an executive develop.ant program - and throughout ius 
Live - we need general agreesens as to its purposes and objectives and a 
cagion understanding of the ter.s and procedures employed. For instance, 
for our purposes: 


~vaat is an executive? 
~liow early in an officer's career wi..l we try to evaluate ais executive 
potenti ? 
«How lon, do we expect a candidate to remain in our “inventcry"? 

~ Will tre progrem attempt to embrace all executive positions or just 
those in the “generalise” category? 

- How many candidates will we try to identify for each apres post? 
- Will candidates be groomca for specific posts or developed more gen~ 
erally? 
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The next few sections will try to siggest answers to these and ather 
reiated questions. 


Scope of Program 


9. Earlier we talked of developing "top executives" » "senior managers", etc. 
Wnat do we mean? 


Clearly, our concern has to dca with executive and manarerial require- 
wents involving broad, general experience - experience which normally can- 
rot be ucquired entirely within one Agenecy component but which takes bpnore 
tunities beyond those a single comporient 2an provide. We mean "gener:lists"” 

und are not taiking of "specialist", though we recognize they too havi: 


develonnen cal needs. 


“. is clear also that our concern is for a special program - smail ir. 
size, narrow in focus, and concentrated in purpose. “A program to suphle- 
huny tue erforts of the major compenents which, erter all, have the e pein ary 
Vein 6 ENERO DERE) developing and manaring the Agency's work force. kK 
fs (av.. to jake over the job of training:and preparing the select few waio 
ge execut..ve potentiais beyond tke capacity of a single component ban pro- 
Vide aucyuute developrintal opportunities for. 


gi sharper definition to the liaits of our program, we probkbly 
meu. vue Tollowing executive positions (numbering about 130 - 140) ant. the 
poteuvitul cundidates to fill then: 


4. scuccuarters - all menaserial positions GS-17 and above, and! all ' 
5.ff positions at those levels reouiring a broad, general background. 

b. siela - Chiefs of installations ‘with major policy res ponsibilities, : 

or with significant mnanagesial responsibilities involving mote than 

4.@ neadquarters Deputy Directorate. : 


entification 0” Exeqitive Candidates : 
- 
tor 


10. T.9°, ‘when", and “by whom" ave thé orincipal questions to answer 
about the identification of executive carididates; Hy 


wi” lo nave sumgested they be individuals possessing the capaci«v, 
€, ana the vovential for top manazerial positions. Pararrau,L*,; 
or our purposes the meaniny of “top managerial positions". | 


eo eat The view waa expressed taat only senior commanders cani:ake ! 
the key decisions involved in an executive develomient program. Surely the 
foruus isuentification of a candidate: is a key deeision. : : 


aor ‘the "right" answer is: whenever we can make a choice with 
Peusossvic assurance of its correcti.ess. _ But that injects into the phogran 
4 vagueness and unwleldiness we should avoid, and can by an arbitrary 


decision concerning "eligibles". 
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On 31 March 1963, we had: 

NUMBER OF 
GRADE EMPLOYEES 

GS-18 

17 

16 

BRS 

ner 


Consicering the large numbers of »xotential "eligibles", let's aboi- 
ti.vily confine our search to thos2 who «re GS-15 or above and have already 
cnutvered the "generalist" ranks. 


962 Task Force on Personiel idanazeaent recommended that JOT's be 
neralists” and also that a mii.-career training course be li . to 
sauntify "generalists". For our purpose, such actions are believed! : .- 
havare. we lac. techniques discreet enough to identify the individud’.s in 
wiv early and mid-year groups who will rise to ton executive positiots. We 
:Cuid try, oF course; but this would protuuce.a large, diffused develéwent 
piegYau instead of ua smull, specially tatlored one. It woulé vrobsbi y «ulso 
result in . sess effective one. More Unportantlyv, it would produce a 
cCunutraiiy aGirected prograu invudin; the ccoamand osrerogatives of Careér Ser= 
vices \as they are now established; at tow low a level. Whether benéfits 
ivou Such & program extension would ever comvensate adequately for tHis 
“invasion” is very questionable. 


ca ks 
@ 


* 


w 


Tuc proposal to restrict exeeutive candidates to GS-15's and abdve 
rests therefore on two ideas vrimarily: : 


~ cirst, the beiie’ that a grill, tightly managed ro- 
“i with clearly established, specific objectives 
wil. .cnieve far better results in developing #-> 
vwccutiver than vill a larce multi-purpose vrog-an. 


- isCULd, the conv.ction that in our Agency the mr ay 
0 oF developine: ¢areer ennloyees, ineluding %iose 
ucstined Tor exccutive postr, can best be handli-€ by 
sie cepurace Curcer Services and Deputy Directcrater 

wid shoulda re.nair tneir resnonsibility. : 


25X1 


ILLEGIB 
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managenent differ or diverge from thu ie of a subordinate component. 


“al the development of senior executives, tae need for a supplementary 
Agency program = centrally directed - appears to emerge at about the GS-15 
devel, and certainly not below 14. uo to that voint the Career Jjervices 
ond veputy Directorates can manage the Job quite adequately, inclu2ing cross- ° 
conponent assignments. If at times tier don't, it's usually the result of 
Hunan weaknesses and not of the syste a employed. 


Ucwever, above the 14 level, candidates for senior positions uéed 
opportuni.ies Lor rotational ussipnments, external training, special dewils, 
and ovner broadening exveriences ~hat individual Directorates generd)iv ; 
cunnot provide. Even more significanvly, the interests of top management 
+n the development of certain cancdidasvern may di2fer from the parochi 11 
interests of a component and can indeed becaone antagonistic. 


“ne Loregoing reasons argue vor an Executive Development progra@u whica 
uu une Agency level is quite restricted in size and "inducts" candidites 
wily iter tney have manifested potensiul for senior "generalist" pdsitions. 
wi cing GS-15 as the "entrance level” is purely arbitrary and could'in sane 
“asc. be artificial; but it provides u useful bench mark for syatematic 
reviews of possible candidates. 


hxecuvive Inventory | 


ii. iurlier comments have suggested an executive inventory consisting of 
tne following positions: 


positions at those levels revuir_ng a broad, general background. 


iaudquarters - all managerial. positions GS-17 and above, and al. staff | 


vield - chiefs of installations with major policy responsibilities, or 
witha 1 significant managerial responsibilities involving more than one 
ueuaquarters Deputy Directorite. 


it w.s estimated that the inventory would embrace 130 to 140 jdbs. ! 
.acuchcd againse these jobs should apnear: the ineumbents: and the azher 


executives candidates, about 300 perhaps, being groomed for the jobs listed. : 


“3 tne extent reasonable, the inventory should indicate the position(s) 
Vur “ich @ach cundidate is being groomed and, conversely, the prospective 
ante(s) Zor each position. Jn both cases, multiple listings sHould i 
..y¥ occur - 1d.e., most key positions should have several prospedvive 
CiwlGluwttes, aid most individuals in the: inventory should be prepara: for 
“Ore Unan one job. 


secponsioility for establishing und maintaining the inventory belongs 
to the Career Development Board. Inventory reeords, because of their 
uvasitivity, should probably be meintuined personally by the Chairman and ' 
tne uxecutive Secretary. 


Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 


PS teen es 


Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0 
(3) 


Complementary inventories wil. very likely be established in ea¢h 
Deputy Directorate, embracing jobs at the next lower executive levels. 


“nis will facilitate the management of the Agency inventory and should be 
encouraged. 


Develormens Vethods 


12 ae 


» <aAtter idenvifying executive candidates and deciding at least teritative- 
ay the oosition(s) for which they should be preparing, the Board must shape - 
ar Least in broad outline - a deve? opment plan for each candidate. Flans 
Wii ary according to the age and experience of the candidate, the jobs 
wuz waoich he is being groomed, his prior training, etc. Some will dé speci- 
Tic, ovhers very general. But they must provide realistic, working targets 
Yor the future assignment and training of every candidate; this is edgsential 
to the successful conduct of the program. 


The ingredients of executive development plans include: 


- Rotational assignments within and across components 

- External and other special training programs — 

- oxcnange agrcemente with other agencies : 

- Committee ani task force assignments within the Agency 
and with jinter-a:rency groups 

- aes details :nd temporary assignments viene the 

Agency and to such outside bodies as NSC 
- Other special arrangements 


The task of devising executive develLomient plans will probably te 
giver the Deputy Directors most concerned, but the Board must retain ‘respons- 
ibility for their final approval ard also for monitoring their execution. 


ne Board must take tne initietive un creating new deveiopnent dsportuni-g : 
vVaec and in expanding and modifyim otners already availiable. It must also 
imoSure Vout important ovportunitie: which vresent themselves in the normal 
cUlarse oY affairs - such as Senior Schoo. Quotas, inter-agency exchanzes 
arvolnwient of inter-agency task frrees, ete. - are exploited in ways nat 
vigic one jreatest return for the .gency. It should be quite unusual, for 
Cruuidley to noninate for one of the Agency's 3 spaces at the Hevtones Wag 
College an individual who is not or. the executive inventory. 


saministrucion 


ic. host decisions as to how the ixecutiive Development Board will function 
acd how the Frogram will be administered iiust await their establishment. 
uowever, several items deserve special mention. 


when an individual is "tapped" for the Executive Inventory, what s.otice 
ad vent The ideal answer is "none", except to Board members and otiner 
iwjs OLLTicials concerned. This means that the individual is not toldj his 


wpeer service aesignation is not chanzei, and ail other visible aus 
ara processes remain as before. Of course, an extra review is added 
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auy significant plan or action initiated yy @ component affecting the indi- i 
vidual. But this can be done quite discreetly. The responsible Deputy 


Director wiil lnow of the plan as well ag the individual's status on tha 
Inventory and ean present tne matter to tie Board. 


No real advantage can come fra giving notice as to who is an exécutive 
candidate, und considerable unhavoiiess om be generated, especiclly if he © i 
is luvex dronned. To be sure, there will be actions from time to time affeet- 
ing cundidates that may be "read" by collnagues as signaling their inelusion 
in the inventory, but this type of speculation is harmless. 


~vw Wiil the Board conduct most of ita business - in formal meeti Yes 
or through unilateral actions of member 3?: Hovefully, the answer is "formal 
meotings’. And this can be done withou: burdening the members with an 


for ¢.c . executive candidate. Resu’ar meetings 3 or 


times a year should 
permit the Board to transact its major bubiness. One of these session3 : 


shouia be devoted primarily to an annual review and updating of career slang. 


uow will Executive Candidates be tipped for the Inventory? By formal ' 
Board actior., on the recommendation of one or more o? its members. Ea}, 
recaiwiendution should be accompanieé vv & proposed plan, at least in Broud 
outline, for the future development and ute of the individual. ; 


saiaidutes can be dropped from the Itventory whenever the Board cons 
siders tney no longer possess the potential for top executive vosition. . 


“ae Joure ay also wish to establirhia speciel catexory for Car.icates 
Woo renain .n the Inventory for xositior. tlanning purposes but are no Longer 
under active "de elopment". Persona already occupying top positions are 
others considervd qualified to do sc but. wio are near reti rement might well 
be in such a catecory. 
ILLEGIB ae 
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Our Executive Development Program should be established along the 
following lines: 


ae Resvonsibility for the Program ,- should be assigned to an Executive 
Developmant Board ecamposed ef: the Executive Director as Chnir- 
man, the 4 Deputy Directors as members » and the Director of Yers-= 
onnel as executive secretary. 


De 2cove of Program - The Boar: shold be responsible for estab) ishing 
nd maintaining an Executive Inventory listing the senior pogfitions 
oz concern to the progrem and th2 candidates being groomed to f111 
tnem. The positions should include: 


headquarters - 111 mauagerisel positions G5S-i7 and’ above, 


unc all staff positions at those levels requiring a 
broad, general vackzround. 


field - cnlers of ins“ellations with major policy’ 
responsivilities involving more than one Keadquartars 
Deputy Directorate. 
Ce -tcavification of Executive Cand’ Gates = from among Agency edoloyees * 
Go-15 or above who have al-eady had managerial experience » the 
“oard should select candidates for the Executive Inventory wio 
pousess the capacity, the desire, and the potential for top manage. 
inmcat positions. Notice of selections should not be given canii- 
daves or anyone else except menbers of the Board and other td 
orJicials concerned. 


ILLEGIB The Boar’ should anprove and adminidter a 
urive Corstidate, including arrancemdnts 
ing and develomental opportunities lis 
candiaate. Develoment methoos andud 
grnents, special internal or externa 
n inter-agency exchange agreements, bember~ 
forces’ and committees, special deta” 18, ete. | 


abhCOM. SNDETI INS 


15. Recommend pranpt establishment of an ixecutive Developnent Program 
itong the lines suggested in parasrach 14 .bove. : 


emer “— 


OL UTE | 
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